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Draft 

United Nations in Tanzania

Criteria for allocation of One UN Fund

1. Purpose of the criteria

These criteria have been developed to provide the Joint Steering Committee (JSC) for the One UN Fund in Tanzania with an objective basis for allocating funding to the Pilot One UN Programmes
. In developing the criteria, attention has been paid to defining processes for their practical application. 

2. Key principles underlying programme development 

The Joint Programmes identified for piloting the UN reform in Tanzania have their origins in the UNDAF 2006 – 2009. The Joint Programmes respond to the Joint Assistance Strategy for Tanzania (JAST), which is underpinned by the principles of aid alignment encapsulated in the Paris Principles on Aid Effectiveness. The six Joint Programmes, which now make up the One UN Pilot Programme, were therefore – by definition – designed in line with the key principles underlining UN reforms.  The last Joint Programme under development and any future expansion of the One UN Pilot to include other additional programmes will also have to meet these basic design principles.  These key principles are therefore included as part (a) of the eligibility criteria. 

3. Alignment with the planning and reporting cycle of the One UN Programme
The criteria will be applied within the reporting and evaluation cycle of the One UN Programme. Reporting requirements for the One UN Programme with specific timeframes for reporting at all levels have been agreed by the CMT with the adoption and signature of the MoU for the One Fund. The M&E system under development also sets the review and reporting cycle for output and outcome indicators. The fund allocation cycle will be aligned with these timeframes. 

4. Criteria for allocation of the One UN Fund
The criteria will be applied in three steps: eligibility, initial allocation and subsequent allocation(s). 

(i) Eligibility criteria: These criteria set the minimum requirements that any UN programme must meet as a prerequisite for allocation of resources from the One UN Fund. The criteria are divided into ‘substantive’, ‘capacity’ and ‘process’ criteria and will be used for developing future programmes. In the pilot One UN Programme, the Joint Programme Working Groups (JPWGs) have developed programmes, which meet the ‘substantive’ eligibility criteria and have already been approved by the Joint Steering Committee. The ‘capacity’ and ‘process’ criteria may in some instances still need to be revisited and detailed planning thereby improved. 

(ii) Initial allocation criteria: This is the first allocation of funds from the One UN Fund to eligible programmes. These criteria provide the basis upon which eligible programmes are prioritised for funding.
(iii) Subsequent allocation criteria: These criteria are applied in the second and subsequent allocations from the One UN Fund. The criteria allocate funding to on-going programmes based on performance. 

(i) Eligibility

The eligibility criteria are applied in the first instance by the UN Agencies
 developing the programme. Agencies will involve national partners in the development of the programme through Joint Programme Working Groups (JPWGs). The JPWGs assess their own programmes to ensure compliance with criteria (a) and (b) before they are presented to the IAPC for peer review. After revision and on the recommendation of the IAPC, the programmes are presented for approval to the Country Management Team and Joint Steering Committee and signed off by the Government of Tanzania. The JPs in the Pilot One UN Programme have largely passed this stage and been signed off by Government, except for the last joint programme currently under development.

After CMT approves the programmes
 (which is already the case for the current pilot One UN Programme), the JPWGs will be tasked to comply with criteria (c) i.e. detailed programme planning
. This detailed planning is a critical step to precede the first allocation of resources from the One UN Fund. Effective allocation (and programme implementation) requires a detailed one year plan that is realistic in relation to capacity, sequences activities, assesses risks, determines likely cash-flow and divides responsibilities and resources. 

Programmes eligible for funding under the One UN Fund must meet the following design criteria: 

(a) Substantive: National priorities, ownership and alignment as reflected in the JAST, and specifically: 

· Consistency with Tanzania’s national development strategies and relevant sector policies

· Building sustainable national capacity by:
· Supporting national partners as lead implementers
· Using national systems for the implementation, as far as possible, taking into account the nature of the programme. For instance, the way in which programmes heavy on technical assistance utilise national systems may differ from the approach used by programmes using an advocacy strategy.

· Supporting ‘upstream’ policy development and planning and linking any local level services delivery or micro project implementation to sustainable upstream objectives
· Develop clear strategies for addressing cross cutting issues including gender and environment among others
· Focusing on the comparative advantage of the UN 

(b) Capacity: Capacity to deliver the programme, and specifically realistic planning (time frames and outputs) in light of the: 

· Demonstrated capacity of the UN to deliver the (joint) programme (e.g. PUN implementation levels for the previous year)

· Demonstrated capacity of the national partners to implement the joint programme
 

(c) Process: Detailed planning for programme implementation 
· A detailed year one work plan and budget, and year two provisional work plan and budget. The first year work plan should include detailed sequencing of activities, a cash flow plan and clear division of labour among UN Agencies for various activities and outputs. The work plan should include clear performance targets (outputs) that can realistically deliver the programme outcomes. The work plan should be subjected to a risk assessment to identify the obstacles to achieving the set targets and risk mitigation activities should be identified and costed
.
· A performance monitoring plan with clear performance targets (implementation indicators) aligned to national systems as far as possible
. The monitoring plan should include indicators with available data sources and clear baselines to allow effective performance monitoring. 
(ii) Initial allocation 

Programmes that have fully complied with criteria C under eligibility will qualify for an initial allocation of funds from the One UN Fund
. The IAPC will constitute an Evaluation Team to assess the programmes and apply the initial allocation criteria. 

The Evaluation Team will conduct a desk review of all the programmes, receive a presentation from the Managing Agent and make a proposal for allocation of funds after applying the criteria. The Evaluation Team fund allocation proposal will then be shared with the IAPC. Any issue raised by the IAPC will be presented to the CMT by the chair of the IAPC. The CMT will take a final UN position and engage first the Joint Task Force and then the Joint Steering Committee, where the final decision will be made. 

The criteria for initial fund allocation will be applied as follows: 

(a) Where the One UN Fund is over 75% funded 

· Joint programmes are allocated 75% of their annual unfunded budgets on a pro rata basis 

(b) Where the One UN Fund is less than 75% funded  

· Fund allocation will be prioritised in accordance with the criteria below:

	Prioritisation criteria 
	Rank scale - %

	Distance from attainment of MDGs 

· Is the programme aimed at achieving outcomes directly related to the relevant MDG
?
	

	New way of doing things (internally and externally) in line with UN reform processes

· Extent to which the programme represents a change from ‘business as usual’ to the One UN 

· Extent to which the programme meets the Paris Declaration on Aid Effectiveness principles
	

	Proportion of UN own resources committed to the Joint Programme 

· The level of funding commitment by the UN to the One Programme

	

	Average percentage score
	


A joint programme is allocated funds by applying the average percentage score to the unfunded portion of the budget. This is done starting with the programme scoring the highest percentage and continues to programme scoring next highest until all funds are allocated, provided that the allocation is not so small as to render the extent of implementation valueless. The programme with the highest score can only be given a maximum of 75% of the unfunded portion of the budget. We also recommend as a benchmark that the level of funding should not go below 30% of the unfunded portion.  

The initial allocation of funds can take place two or three times during the first year, depending on the timing of availability of funds. Only programmes that have not been allocated up to 75% of their funds are eligible for further allocations under the initial funding criteria. Programmes that have been allocated 75% of their unfunded budget apply for further funding under the subsequent allocation criteria. 

Programmes receiving less that 75% allocation will need to prioritise their performance targets based upon the level of funding. The performance assessment will also focus on those prioritised targets for which funds were allocated.  

(iii) Subsequent (performance based) allocations 

Performance based allocations are done twice a year (in November and May). The Managing Agent in consultation with the JPWG consolidates performance evaluation reports. In line with the reporting requirements established by the MoU for the One Fund, the reports provide details on progress in implementation, achieved activities/targets (against planned) and expenditure (against budget). In addition, the May reports will reflect on the outputs and outcomes as well as the One UN process indicators, which are tracked as part of the Joint Programme Results and M&E Matrix. 

The IAPC will constitute an evaluation team similar to the Initial Allocation Evaluation Team.  The Team will apply the criteria (below) and make recommendations on funds allocation. The recommendations will be discussed by the IAPC and then the CMT, which after satisfying itself that the criteria have been properly applied, presents the recommendations to the JTF and then the JSC for the final decision
.

	Criteria 
	

	Eligibility criteria for subsequent fund allocation 
	Yes/no

	Has the programme extended its work plan by six months?
	

	Has the programme met its reporting obligations? 
	

	Are activities still relevant?
	

	Have the programme results/outcomes been reviewed and the analysis used to re-adjust programme design and strategy? (This review is done once a year for the May fund allocation)

	

	Subsequent fund allocation criteria
	Rank (%)

	To what extent have the performance targets, as captured in the work plan been met?

	

	To what extent have the (process) performance indicators relating to the One UN Programme been met? (This is tracked only once a year during the May allocation) Ranked will be based on Excellent (100%), Good (75%), Fair (50%) and Poor (25%), Very poor (0%)
	

	Average Performance Score (PS)
	


For programmes to be eligible for subsequent allocations, they have to meet criteria 1 to 4. Thereafter, depending on the level of financing the following options apply:

Application of the subsequent allocation criteria when the One UN Fund is over 75% funded (i.e. has over 75% of the funds required to support the approved programme expenditure forecasts for the next 12 months)

Option 1: 
· The average percentage performance score (PS) for each programme is calculated using the allocation criteria above. Each programme is then allocated that percentage of its 9-months cash-flow forecast (CF), less its unspent budget balance (BB). 

Allocation = PS X (CF – BB)

Option 2:

· The average percentage performance score (PS) for each programme is calculated using the allocation criteria above. Each programme is then ranked and starting with the JP ranked highest, allocated its 9-months cash-flow forecast (CF), less its unspent budget balance (BB), until all funds are allocated
Allocation = CF (in order from PS1)
Application of the subsequent allocation of criteria when the One UN Fund is less than 75% funded 

Option 1:
· The allocation will be calculated on the basis of the average percentage score (PS), multiplied by the 9-months cash-flow forecast (CF), less the budget balance.

Allocation = PS X (CF – BB)

In this option, however, the programme with the highest performance score (PS) is allocated funds first, followed by the programme with the next highest score and so on, until the funds are utilised.

Option 2: 

· The Joint Programmes will be ranked in accordance with their performance score (PS), with the highest scoring programme ranked 1. Starting with the joint programme ranked 1 and proceeding to the next highest ranked programme, funds will be allocated on the basis of 100% of the 9-months cash-flow forecast (CF), less budget balance. 

5.  The role of the JSC 

Final decision-making should reflect on cross-validation and the initial/subsequent proposals for allocation of funds that flow from the application of the criteria.  The purpose is to ensure that there is an adequate balance between competing priorities.  The selected criteria can only guide the decision-making process. It will be up to the JSC to ensure that the final decision is wholly appropriate and that equity and reasonableness are applied to the final decision. 

The JSC should also ensure that funds are not held idle in the One UN Fund. Initial and subsequent allocations (guided by the same criteria) will be possible outside of the selected time-frames (May and November) whenever funds are available in the One UN Fund. 
� The criteria are based on an overriding assumption that the funding allocations to the One UN Fund will be flexible and not earmarked for particular programmes. 


� UN agencies refer to both Resident and Non Resident UN agencies


� This approval by the CMT is given only after they are satisfied that the eligibility criteria (a and b) have been complied with, failing which they should refer the proposal back to the JPWG. 


� These planning documents provide a ballpark total resource target and an indication of existing resources. The resource-gap is defined and the UN is then in a position to approach development partners. Final determination of the resource requirements for annual activities requires the more detailed planning documents outlined in section (c).


� Use of national systems is not equivalent to channelling funds through the treasury although this is desirable.. Other strategies include procuring through national partners’ systems and using nation partners systems to implement programme activities among others. The One UN Programme should witness and reward a steady transition towards increased use of national systems.


� Just about all UN programmes are focused on Capacity Development.  This criterion should not be interpreted to mean that only those national partners with excellent capacity should be the target of One UN Funds.  The point is rather to ensure that the design of the programme addresses capacity challenges (which may have been revealed in the micro assessments) in a realistic and appropriate manner - given those challenges.


� UNFPA have developed a risk assessment matrix, which may be usefully adapted for this purpose.


� Outcome and (high-level) output indicators, developed during the design phase, will to the extent possible, be aligned with GoT indicators and M&E systems for data collection through the UNDAF Framework


� It is recommended that a cut off date be determined (and made known) for the first allocation under the pilot programme and for subsequent first allocations.  This date will likely be linked to receipt of money into the One UN Fund. It will be up to the agencies participating in different joint programmes to ensure that a specific JP meets the eligibility criteria and can be considered for a first allocation by that date. JPs that meet the criteria should not have to wait for all JPs to fulfil the eligibility criteria before being awarded an initial allocation. Pilot JPs may wish to be given an opportunity to improve their documents in line with the final version of these criteria, before they are subjected to evaluation.


� Reference may also be made to the national (MKUKUTA and MKUZA) targets relevant to a particular MDG that may be more recent and directly relevant to Tz


� This criterion will be defined by the level of financial resources from outside the One UN Fund committed to the joint programmes. This is a short term criterion to be applied during the pilot and transition phases of the One UN Programme.  


� In applying the criteria and making final decisions, the overall purpose should be to promote effective and efficient programming, not necessarily to ‘punish’ under-performance. For example, where One UN Fund resources permit, programme resource levels may be maintained subject to addressing (identified) shortcomings and conditions to be met by the next review. 


� The Outcomes/outputs review, which takes place annually in April becomes more relevant after year 2 of the programme.


� This is a simple planned against actual deliverables analysis every 6 months. Performance targets should be defined in the Joint Programme Work plan or M&E Matrix in terms of deliverables.  
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